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英文



一般企业传统做广告的方式，是由企业先拟定商业策略，再聘请广告公司想出配合此策略的广告创意，这虽然没什么不好，却是本末倒置。较优良的做法应该是，运用广告公司所发展出的精彩“创意商机”（CBI），作为企业策略的基础。

史上最成功的企业，有些便曾靠着企业与广告公司合作出的精彩“创意商机”，彻底改变整个产业。透过这种方式，企业能从诸多竞争者中一跃而出，毋须与其他对手缠斗竞争。因为最棒的“创意商机”不单只传达品牌意义而已，根本就是为品牌下定义。

由于“创意商机”是左脑（创意）与右脑（逻辑）思考结合的成果，因此依“创意商机”而拟定的商业策略，绝对是创意十足且活泼新颖，远比现有的任何广告计划更能传递真正热忱。运气好的话，对味的“创意商机”更可进一步发挥威力，使企业获得转型，甚至成为改变整个产业的力量。



MAIN IDEA





中文



Traditionally, business leaders develop a business strategy and then hire an ad agency to come up with some creative advertising that aligns with that strategy. That's fine, but it's effectively "putting the cart before the horse." A much better approach is for a company to use its ad agency to develop a big Creative Business Idea (CBI) around which the company's strategy will be based.

Some of the most successful companies in history have ended up transforming their entire industries on the strength of a good CBI developed collaboratively. In so doing, they have actually succeeded in leaping ahead of their competition rather than trying to compete with them on even terms. The very best CBIs don't simply communicate what a brand stands for, but define it.

Due to the fact a CBI will be a blend of left-brain (or creative) and right-brain (logical) thinking, the business strategies which flow from a CBI will invariably be creative, fresh and exciting. They will convey genuine passion to the consumer far better than any ad hoc advertising program could ever have accomplished. With any luck, the right CBI may also go further. It might empower a company to transform its business or perhaps even its industry.



如何产生“创意商机”　
英文



主要观念

“创意商机”的重点，就是发想出不单只能出售产品，且能改变整个公司和产业的点子。要实际做到，就必须融合创意和逻辑两方面思维，且彼此相辅相成。说得白一点，就是好的“创意商机”融合了左、右脑思维，勇敢地带领公司迈向前人从未尝试过的新方向。

支持概念

“创意商机”是以不同的新方式结合创意与策略，创造出突破性的解决方法，抢占产业先机。一个好的“创意商机”会：


	影响产业本质。

	鼓励有助于未来获利的创新出现。

	左右整个市场环境或市场范畴的改变。

	自创强化消费者和品牌间关系的新方法。



当我们还在这里陈述“创意商机”的重要性时，早有不少公司已身体力行这些做法，以下即是几个成功案例：


	阿根廷一家房地产开发公司打算为一项土地新开发案进行广告活动，促销新案。这时广告公司并未建议业者制作大篇幅的广告，而是建议为该市建一座桥，作为地标。业者依言建桥，此举引起媒体的讨论、公众的注意、免费的公关宣传和电视报道，这些都远超过任何广告活动所能达到的成效。（编注：请参考后文）

	富豪汽车在20世纪50年代末期，就以安全为品牌要求，富豪汽车也是全球第一家提供三点式安全带和夹层挡风玻璃的汽车业者。公司所有策略迄今仍以安全为主。

	在20世纪70年代初期以前，从没人想过要利用品牌来贩卖鸡肉，法兰克·普度却想到这个点子。普度的“创意商机”是：并非所有的鸡肉都一样，因此他努力让消费者了解他所卖出的产品比较好，而且值得为此付出高一点的价钱。普度还利用“唯有硬汉才能养出香嫩的鸡只”的广告词，强化产品定位。（编注：请参考此处
 ）

	英特尔的“创意商机”则是把品牌标示在所生产的微处理器上，即使是深藏在计算机内部，一般消费者根本看不到。结果使得长久以来“Intel Inside”的广告要求，让英特尔由默默无闻的小公司，一跃成为举世知名的大企业。英特尔的品牌价值也水涨船高，成为无价资产。

	1971年，年方20的理查德·布兰森以邮购方式卖出第一张唱片，之后遭逢邮局员工罢工，影响业务，促使布兰森决定开唱片行。布兰森的“创意商机”是，要创办一家能让顾客享受绝佳经验的商店，结果维京唱片公司（Virgin，处女之意，以此为名是因为布兰森和伙伴们在商界都是新手）大获成功。接着布兰森又创立新唱片品牌，最后也根据“要传递人们美好经验”的创意商机，成立新航空公司。为了宣传航空公司，布兰森采取公关途径，舍弃传统广告模式，把维京航空对抗英国航空公司比拟为小戴维对抗巨人哥利亚的战争，还亲自参与各项宣传活动，比如企图打破快艇横渡大西洋的纪录、搭热气球横渡大西洋，甚至还亲自穿上新娘礼服，为伦敦闹区的新店举行开幕典礼。



传统做法
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传统的做法是由公司拟定商业策略，再要求广告代理商发想能配合此策略的创意点子，这种做法虽然也没什么不好，却无法发掘更大的潜力。

“创意商机”做法
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“创意商机”的做法整合性较高，更能启发员工，因为“创意商机”是由企业与广告代理商共同合作，希望找出前所未有的突破想法。

一个好的“创意商机”通常有三项关键元素：
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	产品元素——一个运作良好的产品，可提供满足消费者的渴求及需求。而最完美的产品则是能够不断地改进、加强这项优势。

	沟通元素——有效的沟通策略能让大家了解品牌对每个人的意义，明白品牌的历史和传承。

	品牌经验——不仅超越广告的宣传文字，且能传达真正美好的经验。



换言之，“创意商机”乃是左脑和右脑思维结合的产物，远非“独特的销售主张”可达成的。好的“创意商机”可让企业摆脱市场喧嚣的杂音。

由于“创意商机”的根本精神在于结合创意与企业策略，因此唯有企业执行长的支持，“创意商机”才可能存在。如果执行长无法运用创意思考，至少也要愿意让其他人发想出其他可行的精彩创意。无论如何，除非企业执行长有兴趣且主动支持“创意商机”，否则不可能有任何成效。

举个例子，新力随身听一推出就大受欢迎，但最初公司内部多数人都觉得随身听的点子并不高明，市场反应很可能不会太好。随身听的计划之所以没胎死腹中，乃是新力创办人兼执行长盛田昭夫支持之故，事实上盛田昭夫甚至表示，如果首批三万台随身听滞销，他就辞去职务。结果推出不到两个月，三万台随身听销售一空。

盛田昭夫不只支持随身听这项产品，也支持新力主要的创意团队。随身听其实是个意外的产品，当时新力首席工程师和共同创办人井深大向盛田昭夫提出一个私人要求，他想在手提音响上接耳机，这样既能欣赏音乐，又不会打扰别人。盛田昭夫立刻就看出这种产品可能改变人们随时随地听音乐的习惯，因此鼓励井深大研发这样的产品。

当时新力公司其他员工都认为激光唱片有更大的潜力，但盛田昭夫坚持原有主张，说服所有反对意见。盛田昭夫指示技师尽可能减轻随身听的重量，而放弃录音功能，还要技师开发重量很轻的耳机，却还能播出高质量的音质。他另外也要求首批产品的数量要够多，以便压低单价。

在盛田昭夫的推动和投入之下，新力随身听终于与大众见面了！这项划时代的产品完全改变了市场，新产业应运而生，为新力带来极高的利润。这就是“创意商机”精心研发、谨慎执行的结果。


关键思维

“商业策略是实在的做法，创意思考则倾向不可捉摸；商业策略引导出可供估量的结果，创意思考则很难计算；商业策略求安全平稳，创意思考则带来风险；大家认为商业策略是企业中不可或缺的一环，而创意思考固然很好，如果没有亦不影响企业本质。以上这些想法全都要改变，在当今瞬息万变的商业环境中，创意必须登堂入室，企业要追求成长繁荣，要向前进步发展，就必须拥有超越广告所能提供的创意点子。我们需要‘创意商机’。”

——施梅特

“有两种发挥创意的方法，一是唱歌跳舞，另一种则是创造可让人尽情唱歌跳舞的环境。”

——“领导学权威院长”华伦·班尼斯

“人的心智只要发展出新想法，就绝不会返回到最初的面貌。”

——老奥立佛·何姆斯（哈佛大学解剖生理学教授，亦为美国作家）

“真正顶尖的广告人不但发想了不起的广告创意，还要发想出杰出且能根本改变顾客对产品、品牌或公司看法的商业点子。如果在解决问题时，追求的是‘创意商机’，那么人人都会以扭转整个企业方向的解决方案为念，而不仅仅是追求只用一次的表现方法。”

——伦敦灵智广告　克理斯·皮尼顿

“就我的经验，创意的关键并不只是聘雇聪明且极具创意的人才，也必须聘请能了解创意思考力量的聪慧主管，因为我所见过的种种‘创意商机’有个共同的要素，就是能欣赏并接纳新点子的高阶主管。这类型的主管认为接纳新点子是工作的一部分，也知道总有人会持异议、竭尽所能阻挠这些点子，因此会尽力保护这些点子。”

——施梅特

“如果有人问：‘谁反对创意思考？’是没人会举手承认的。大家当然都拥护创意，就抽象的观念而言，人人都追求创意。但从另一方面来看，如果放眼看去全球企业，就会发现九成公司的作为都传递出这样的讯息：‘我恨创新，创意是我的敌人。’为什么会这样呢？因为我们讨厌错误，不愿见到失败，而在创意和创新的过程中又很难不出错、不失败。”

——施梅特

“执行长必须负责描绘未来的全貌，决定组织未来的方向，并负责创造‘我们有这一行举世最优秀的人才’这种足以自豪的环境。接下来就交由其他人来思考。领导人的职责，是创造培育最佳创意商机的环境。”

——英国《快速公司》杂志共同创办人　比尔·泰勒

“伟大绝不可能发生在安全和舒适的环境里。”

——纽约灵智广告　唐·霍格尔





The Creative Business Idea Approach　
中文



Main Idea

The whole point of CBIs is to develop ideas that not only sell products but which also have the potential to transform entire companies and categories. To achieve that in practice, a blend of creative and logical business ideas are needed, meaning a collaborative effort is required. In a nutshell, a good CBI is a blend of left-brain and right-brain thinking that takes the company in a courageous and new direction nobody else has yet attempted to go.

Supporting Ideas

Creative Business Ideas combine creativity and strategy in new and different ways to generate breakthrough solutions or industry firsts. A good CBI will:


	Influence the nature of the business itself.

	Encourage more profitable innovation to take place in the future.

	Contribute to the transformation of entire marketplaces or market spaces.

	Create new ways for the relationships between consumers and brands to be enhanced and strengthened.



While coming up with a CBI is a tall order, a number of companies have succeeded in coming up with good CBIs. For example:


	A real estate developer in Argentina was trying to develop an advertising campaign to promote a new land development project. Rather than embark on an extensive advertising campaign, the advertising agency suggested the real estate developer should build a bridge which would become a city landmark. This was done, creating far more comment and attention, comment, free PR, media attention and air time than any advertising campaign would ever have achieved.

	Volvo cars built its brand on the safety theme in the late 1950s. It was the first car company in the world to offer three-point seat belts and laminated windshields. The company's entire business strategy still revolves around safety four decades later.

	Up until the early 1970s, nobody had ever tried to brand chickens. Frank Perdue decided to do precisely that. His CBI was that not all chickens were equal. He was then able to work hard to convince consumers his chickens were better—and therefore worth paying more for. He reinforced that proposition through the use of some memorable slogans like: "It takes a tough man to make a tender chicken."

	Intel's CBI was to brand its microprocessors even though they are embedded deep within computers and consumers ordinarily never see them. As a result of the long running "Intel Inside" campaign, Intel has been catapulted from being a little-known engineering company to one of the most recognized companies in the world. At the same time, the value of the Intel brand has soared, making it an exceptionally valuable asset.

	Richard Branson set up his first business selling records by mail order in 1971 at age 20. When a postal worker strike threatened his business, he decided to open a retail store. His CBI was to develop a store designed around a superior customer experience. His Virgin branded store (so named because he and his friends were novices in the business world) turned out to be a great success. Branson then went on to set up a new record label and eventually a new airline around the CBI of giving people a great experience. To promote his airline, Branson has gone whole heartedly the PR route rather than conventional advertising. He has shaped it into a David-versus-Goliath battle against British Airways, attempted to set trans-Atlantic speedboat records, attempted to fly a hot air balloon across the Atlantic and even donned a bridal gown to open a new shop in downtown London.



The Traditional Approach
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Historically, companies have developed their business strategies and then asked their advertising agencies for creative advertising ideas which would work with that strategy. That works well, but it does not allow for new ideas which have greater potential to come to the fore.

The CBI Approach
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The Creative Business Idea approach is much more collaborative and cutting edge. The company and the advertising agency work together to see if there is the opportunity available to come up with a breakthrough idea nobody else has used.

A good CBI usually has three key components:
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	A good product—which works well and actually provides the benefits consumers need and demand. The best products are endlessly being improved and enhanced.

	An effective communication strategy—which allows for what the brand means to people individually and which builds on the essence of the brand's history and heritage.

	A brand experience—which goes beyond advertising hype to actually deliver a superior experience.



In other words, creative business ideas emerge where left-brain thinking is combined effectively with right-brain considerations. This goes beyond uncovering a "unique selling proposition." A good CBI will enable a company to transcend the background noise of the marketplace.

Due to the fact by their very nature CBIs embed a creative element deep into the company's business strategy, a Creative Business Idea can only exist if it has the support of the CEO. If the CEO cannot think creatively, he or she must be willing and able to let others generate the sharp business ideas which will be executed. However, unless the CEO sponsors and proactively supports the CBI, nothing will happen.

For example, the Sony Walkman was a huge success when it was released. Yet, there were many within Sony who thought the product concept was ill conceived and unlikely to do well in the marketplace. The only reason the project was not killed internally was that Sony founder and CEO Akio Morita championed the Walkman. In fact, so strongly did Morita believe in this product he said he would resign if Sony did not sell all of its initial production run of 30,000 units. Sony sold all 30,000 units within two months of the launch of the Walkman.

Morita was not only the product champion for the Walkman but also one of the its main creative forces. The Walkman actually came into being by serendipity. Sony's chief engineer and company cofounder Masura Ibuka approached Morita with a personal request—he wanted to put headphones on a portable stereo player so he would be able to listen to music without disturbing the people working around him. Morita immediately saw this product could change the way people listened to music anywhere and everywhere, so Morita encouraged Ibuka to put together just such a product.

Others in the company thought CDs had far more potential, but Morita worked to overcome their opposition. He instructed his technicians to make the Walkman as light as possible by stripping it of its recording capability. Morita also told the technicians to develop lightweight headphones which would produce high-quality sound. Morita then insisted on an initial production run which would be large enough to drive down the price of the Walkman even before it was launched.

As a result of Morita's drive and commitment, the Sony Walkman was finally launched. It was an industry first. The product was a breakthrough solution which literally and figuratively transformed the marketplace and spawned a whole new industry while generating huge profits for Sony. That's the power of one well-developed and executed CBI.


Key Thoughts

"Business ideas are tangible. Creative thinking has a tendency to deal with intangibles. Business ideas lead to measurable results. Creative ideas can be hard to measure. Business ideas are safe. Creative ideas carry risk. Business ideas are indispensable. Creative ideas are considered nice to have, but not considered integral to the essence of the business. That way of thinking needs to change. Now. In today's volatile business environment, creativity has to be invited into the boardroom. If we want to grow and flourish and prosper, to move our business forward, we need creative ideas that transcend advertising. We need creative business ideas."

—Bob Schmetterer

"There are two ways of being creative. One can sing and dance. Or one can create an environment in which singers and dancers flourish."

—Warren G. Bennis, author

"A man's mind stretched to a new idea never goes back to its original dimension."

—Oliver Wendell Holmes Sr.

"Truly great advertising people are those who think not of clever advertising ideas, but of clever business ideas that fundamentally change the way in which customers think of a product, brand or company. If one approaches a problem by trying to find a real Creative Business Idea, it allows everyone to focus on big business solutions rather than one-off communication ideas."

—Chris Pinnington, Euro RSCG Wnek Gosper, London

"In my experience, the key to creativity is not simply hiring bright, creative people. You also must hire bright leaders who recognize the power of creative thinking—because the one common thread through every Creative Business Idea that I have ever encountered is a high-level executive who relishes and embraces new ideas. That executive sees the adoption of new ideas as a key part of his or her job and is prepared to defend those ideas from the naysayers who will take any measures to try to block them."

—Bob Schmetterer

"If one asks, 'Who is against creative thinking?' not a single hand will be raised. Of course everyone is for creativity; in the abstract, it is right up there with motherhood and the flag. On the other hand, if you look at 90-percent of the companies in the world, and particularly the senior executives of those companies, everything they do sends precisely that message: 'I hate innovation; creativity is my enemy.' Why? Because we are against mistakes, we are against failure, and it is hard to have creativity and innovation without mistakes and failure."

—Bob Schmetterer

"CEOs are responsible for painting a compelling picture or portrait of the future. They are the ones who must determine, in general terms, where the organization is going. They are responsible for creating an environment where they can honestly say, 'We have the best talent in the world in our industry working here'. But then it is up to everybody else to do the thinking. And what the leader is responsible for is to create the conditions whereby the best creative thinking can happen."

—Bill Taylor, cofounder, Fast Company

"Greatness never occurs within the context of safety and comfort."

—Don Hogle, Euro RSCG MVBMS, New York





创意和企业策略　
英文



主要观念

要想出适合现状的“创意商机”是项挑战，想提高成功机会，可以且应该采取下列三种做法：


	建立重视创意商机的文化。

	把创意当成企业策略的核心。

	了解自己到底置身在何种产业。



这三步骤虽不能保证你一定想得出好的“创意商机”，但至少能提高成功的机会。

支持概念

做法1　建立重视创意商机的文化

对某些公司而言，创意只是高高在上的目标，或只是任务宣言。但有些公司却真正拥有创意思考的文化，在第二种公司，这样公司的各个阶层都能够产生原创思维，员工并不认为只有企业高阶领导人才负有创意思考之责。

要鼓励创意思考，可尝试下列做法：


	由上而下培养创意——创造出不论由谁提议，只要是最佳创意就能出线的环境。

	奖励提出创意的员工——除了表扬之外，适度奖金或其他报酬，都可用来作为奖励。

	公开向员工征求新的创意想法——比如每隔数月就举办创意大会，或是推行开门政策。

	以与众不同的方法或非传统管道甄选人才——让这些人以不同观点来检视企业模型和想法，只要这些人够聪明、肯思考，就能改造企业。

	鼓励并接纳不同的思维——不要求每一个员工都抱持相同的想法。多元化的好处在于能创造更宽广的环境，孵育出真正创意的想法。你甚至可考虑成立研究发展中心，专门探讨新的商业观念或想法。

	举办年度创意商机颁奖大会——表扬并奖励提出具有真正创意点子的员工。也可把颁奖大会地点订在国外，只有获得提名的人受邀赴会，这就足以士气大振，刺激大家提出更具创意的想法。
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“创意商机”的本质不是按部就班由A到B，而是希望能由A开始，一跃至E，甚至更远。这一跃只要做得好，就能让你摆脱竞争对手，脱颖而出。例如华特·迪斯尼当年的工作是创造卡通人物，按理，如果要规规矩矩由A发展到B，他的下一步就是运用这些卡通人物制作更多的卡通片或电影，但他却想到创办主题乐园的点子，提供品牌经验。这个创意的一跃成功之道，正因为迪斯尼了解自己置身的是创造欢乐的产业，而非仅仅是电影、卡通，甚至娱乐业。“创意商机”需要的是非线性的跳跃性思考。


关键思维

“若所有人的想法都一样，就没有人会多去设想。”

——美国著名政论家　华特·李普曼

“好领导人会让员工觉得有如置身在一切事物的核心，而非外围。”

——华伦·班尼斯

“商业界到处都是能够采用他人点子加以开发利用的人才，却很少有人能发挥创造想象力，突破现有界限和标准，带领产业驶向全新领域。这样的人在职衔上未必要有‘创意’的名号，而是能以创意态度来看待业务。”

——伦敦灵智广告　克理斯，皮尼顿

“创意商机并非昙花一现的事件，也不是表演一结束就落幕，大家鼓掌，恭喜你有这么精彩的点子，然后打道回府。创意商机是种持续过程，需要不断地累积已有成果。在这里我们谈的是一而再、再而三的‘安可’。”

——施梅特

“光鼓励员工有创意思考是不够的，你得提供一种机制或架构，让大家听到这些人的点子。”

——施梅特



做法2　把创意当成企业策略的核心

想出令人耳目一新的“创意商机”并非一蹴可及的过程，而要有毅力和耐力，且在成功前容许些许错误或障碍。而你和公司会乐意支付这些代价的唯一方法，就是持续不断地承诺：“把创意当成企业策略的核心”。

要实际学习如何运作这个过程，可参考以下两个有效的范例：

1．普度养鸡场


 1950年代初期法兰克·普度由父亲手中接掌普度鸡场，当时他抱着一个单纯的想法，认为既然所生产的鸡只比别人的好（因为饲料好），就该收取高一点的价钱。更为了显示普度鸡的与众不同，因此他以自己的姓氏作为鸡的品牌，并开始做广告。这就是法兰克·普度的“创意商机”。普度甚至亲自在许多广告中现身说法，名闻遐迩的广告金句有：“唯有硬汉才能养出香嫩的鸡”、“怎么由群鸡中分辨我家的凤凰”等。这些广告引起消费大众的注意，赢得无数业界奖项，也使普度养鸡场成为全美最大的养鸡场，年收入达27亿美元。不只如此，公司还想出其他创新点子，以支持鸡场的品牌“创意商机”，其中包括：


	推出体型较大专为烤鸡用的鸡种。

	在产品包装上标示营养成分。

	不满意退钱的保证。

	消费者免费热线。

	特别设计的保鲜包装。

	推出装在可微波盘子上的全熟鸡。

	首创可弹出式的温度计。



2．那斯达克证券市场

那斯达克证券市场创立于1971年，是美国第一个电子股交易市场。到1994年，公司年度交易量已超越纽约证券交易所，然而唯一的问题是，投资人一想到那斯达克，只把它当成每日报上整页密密麻麻的数字，而非证券市场。为了改变一般人的印象，那斯达克公司便和广告公司共创一个“创意商机”，就是把那斯达克定位为“未来百年的证券市场”，由这个点子再想出创造“品牌经验”的想法，使得那斯达克摇身一变从抽象变为具体。为此，那斯达克买下纽约时报广场中七层高的办公大楼，取名为“市场地址”，在大楼四周挂上全世界最大的影像银幕，实时播放金融消息、市场重点新闻、广告和股价。还提供“市场地址”的一至三楼作为广播视听室，可直接把专访和各类金融消息切入电视网。而正因为那斯达克在纽约金融重镇有了实体的办公大楼，因此在一般投资人心目中也有了具体形象，使得表现好的股票不至于改到纽约证交所上市。


关键思维

“创意商机源自企业策略，自然也会影响企业策略。两者会让企业在传统和崭新的媒体之外作更精彩的发挥，这是促进消费者和品牌间关系的最佳新管道。”

——施梅特



做法3　了解自己到底置身在何种产业

在企业“营销短视”的案例中，最常被拿出来讨论的经典例子就是19世纪后期美国铁路业的情况，如果当时铁路业的领导人能了解自己所从事的是运输而非铁路业，就能掌控刚萌芽的货运、航空和货柜业，迄今这些产业均已价值连城。

同样地，好的“创意商机”一定会考虑自己所处的是什么产业，以及公司品牌的精髓。下面是几个成功的范例：

1．星巴克咖啡

创办人霍华德·舒兹赴米兰洽公时，由当地的咖啡吧文化得到灵感。舒兹发现除了把咖啡当成商品，在超市贩卖外，还有另一层为大家所忽略的社交层面。借着星巴克提供给顾客的消费体验，他的点子也成功了。

2．贺轩卡片

贺轩最初是以生产各式各样的问候卡闻名，贺轩认定其品牌象征的是传统价值、家庭、道德伦理和高雅，于是和广告代理商一起想出的“创意商机”，是把触角延伸到“故事卡”、儿童“识字卡”和卖花业务，这些新衍生业务也大受欢迎。

3．MCI

MCI的“创意商机”是把对方付费的电话业务品牌化。该公司在1993年推出1-800-COLLECT对方付费的电话服务，目标是以往无人认真经营的30亿美元的市场。不到两年半，MCI就掌握了三成的市场，更叫人惊讶的是，MCI光靠广告就达到这样的成绩，也没为此聘雇更多的员工，负责所有营销工作的只有三个人。

4．MTV

音乐电视台在1980年代问世，光是只播放乐手免费演唱广告的电视频道这样的概念，本身就是难能可贵的“创意商机”。当时音乐录像带早已问世多年，但大部分主流媒体都不愿播放，因为所传布的社会讯息往往叫人难以消受。而MTV有线电视台的出现，并以“我要我的MTV”这样精彩的广告，确立了MTV是现代象征的地位。MTV的成功，是因为了解自己并非电视业，也并非音乐这一行，甚至不是影音产业，而是提供管道，让年轻一代得以表达他们的观感意见和喜好。


关键思维

“除非你明白自己的身份，否则绝不可能想出创意商机。除非先了解品牌的精髓和所处产业，否则就无法想出创意商机。不论是独自发想，或和以创意思维为核心的广告代理商合作，都不重要，重要的是要能做到这一点。因为唯有了解自己所处行业，才有可能改变自己的品牌、公司，甚至产业。”

——施梅特





Creativity and Business Strategy　
中文



Main Idea

Coming up with just the right Creative Business Idea for your circumstances is a challenge. To enhance your chances of success, there are three initiatives you can and should take:


	Build a culture where creative ideas are valued.

	Place creativity at the heart of your own business strategy.

	Understand what business you're actually in.



Taking these three steps won't guarantee you'll be able to come up with a good Creative Business Idea, but at least you'll be maximizing your opportunities to do so.

Supporting Ideas

Initiative # 1 Build a culture which values creativity

For some companies, creativity is just a lofty goal or a part of the mission statement. For others, there is a culture of genuine creative thinking. In these latter companies, original thinking occurs at every level of the company. The rank and file do not assume only the senior business leaders are empowered to think creatively.

To encourage more creative thinking:


	Nurture creativity from the top down—by creating an environment where the best business idea always wins regardless of who suggested it.

	Reward your creative thinkers—with recognition programs, reasonable financial rewards and whatever else is required.

	Openly solicit new creative ideas from employees—either by running a formal ideas show every few months or simply by maintaining an open doors policy.

	Recruit people in unusual ways or from nontraditional sources—and let them look at your business models and ideas from different viewpoints. As long as these people are smart and good thinkers, they will be able to adapt.

	Encourage and welcome diverse thinking—rather than requiring each and every employee to think one way or another. Diversity is good because it creates a broader gene pool from which truly creative ideas can emerge. You may even consider building an R＆D Center which is dedicated to new business concepts or ideas.

	Run an annual creative business idea awards show—where the people who come up with genuinely creative ideas can be acknowledged and rewarded for their contribution. If you hold this show somewhere exotic, just being nominated and asked to attend in person can stimulate more creative thinking.
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The essence of a Creative Business Idea is not to take one step from A to B. Instead, Creative Business Ideas try and start at point A and then leap all the way to E or maybe even further. This leap, when executed well, will put you well ahead of your competition. For example, Walt Disney was in the business of creating animated characters. His logical next step, the equivalent of jumping from point A to point B, would have been to develop more cartoons or movies using those characters. Instead, Walt Disney came up with the CBI of building a theme park which would offer a brand experience. This creative leap was made possible by the fact Walt Disney himself understood he was in the business of making people happy rather than the movie business, the cartoon business or even the entertainment business. Creative Business Ideas call for nonlinear thinking.


Key Thoughts

"When all men think alike, no one thinks very much."

—Walter Lippman, political commentator

"Good leaders make people feel that they are at the very heart of things, not at the periphery."

—Warren Bennis, author

"The business world is full of people who can develop other people's ideas; the rare ones are those who add true value to a company by having the creative imagination to move into uncharted waters unconstrained by existing borders and norms. These people do not necessarily have 'creative' in their job titles; they simply have the ability to think creatively about business."

—Chris Pinnington, Euro RSCG Wnek Gosper, London

"CBIs are not one-time-only events. It is not as if the performance is over, the curtain comes down, everybody applauds and congratulates you for your brilliant idea, and then you go home. CBIs are part of an ongoing process that requires you to constantly build on what you have accomplished. We are talking multiple encores here."

—Bob Schmetterer

"It is not enough to encourage employees to think creatively. You must provide a mechanism or structure that allows their ideas to be heard."

—Bob Schmetterer



Initiative # 2 Place creativity at the heart of strategy

Coming up with a compelling CBI is rarely a one-step process. Instead, some tenacity and endurance will be required, as will a tolerance for taking a few wrong turns before eventually coming up with what works. The only way you and your company will be willing to pay that price is if there is a never ending commitment to embedding creativity at the heart of the strategy of the business.

To learn how this works in practice, consider two examples of effective CBIs:

1. Perdue Chickens

Frank Perdue took over Perdue Chickens from his father in the early 1950s. He had the simple idea that since his chickens were better than anyone else's (because of the superior feed given to them), he should be able to charge a premium for them. To differentiate his chickens, Perdue branded them with his own name and then started advertising—his CBI. Frank Perdue even appeared in many of the ads as the company spokesman, with the tag lines: "It takes a tough man to make a tender chicken "and" How to tell my chickens from the rest of the flock." The ads caught the public's imagination, won loads of industry awards and propelled Perdue Chickens to become the largest poultry producer in the United States with revenues of $ 2.7 billion. Along the way, the company also introduced other innovations which supported the CBI of branding chickens:


	The release of bigger birds called Oven Stuffer Roasters.

	Nutritional labels on the chickens.

	A money-back customer satisfaction guarantee.

	A toll-free consumer hotline.

	Special packaging to ensure freshness.

	Offering fully cooked chickens in a microwaveable dish.

	The first pop-up thermometers.



2. The Nasdaq Stock Market

The Nasdaq was founded in 1971 as America's first electronic stock market. By 1994, the company had surpassed the New York Stock Exchange in annual share volume traded. The only problem was investors had a hard time thinking of the Nasdaq as a stock market rather than a page of numbers in the newspaper each day. To address this, Nasdaq and its advertising agency developed the CBI of positioning Nasdaq as "The Stock Market for the Next 100 Years." From that CBI flowed the idea of creating a brand experience which would take the Nasdaq out of the abstract and into reality. With this in mind, Nasdaq purchased a seven story tower building in the heart of Times Square. This was called "Market Site" and featured the world's largest video screen wrapping around the end of the building. On that screen, financial news, market highlights, advertising and stock quotes are displayed. The first three stories of the Market Site also provide a broadcast studio which can feed interviews and other financial information directly to the TV networks. By providing Nasdaq with a visible and high profile presence in New York's financial district, Nasdaq becomes much more tangible and real. This visibility also acts as a disincentive for high performing stocks to migrate to the New York Stock Exchange.


Key Thoughts

"CBIs arise from and then influence business strategy. They lead to brilliant execution beyond traditional and new media. They are a powerful new way to maximize relationships between the consumer and the brand."

—Bob Schmetterer



Initiative # 3 Understand what business you're actually in

The classic example most frequently used for "marketing myopia" is the railroad industry which dominated the business landscape of the late-1800s. If the leaders of this industry had fully understood they were in the transportation business rather than the railroad business, they could have dominated the emerging trucking, airline and container shipping industries which are valuable today.

In similar fashion, a good Creative Business Idea will fully take into account what business you are really in as well as what is the essence of your brand. To illustrate, consider the experiences of several companies which developed good CBIs:

1. Starbucks Coffee Company

Founder Howard Schultz was inspired by a business trip to Milan where he noted the espresso bar culture there. He realized that rather than treating coffee as a commodity sold through supermarkets, there was a social aspect of coffee that others were ignoring. He managed to build the success of his entire business on the strength of the Starbucks experience for consumers.

2. Hallmark

Well known for its greeting card business, Hallmark decided its brand stood for traditional values, family, morality and decency. With that in mind, Hallmark and its advertising agency came up with the CBI of extending the brand to story cards, reading cards for kids and a flower business. These new lines of business have been highly successful.

3. MCI

The Creative Business Idea MCI came up with was to brand collect calls. It introduced 1-800-COLLECT in 1993, targeting a $ 3 billion industry which was fragmented and disjointed. Within two and a half years, MCI had captured 30-percent of this market. Impressively, all of this was achieved with advertising alone. MCI did not hire any additional salespeople for its 1-800-COLLECT program. Three employees oversee the company's marketing effort.

4. MTVI

Music Television came into being in the 1980s. The idea of creating a TV channel which showed nothing but free advertising for music groups was an impressive CBI in and of itself. Music videos had been in existence for decades but the mainstream broadcasters had shunned them because of the social messages they sent. With the advent of cable TV and the launch of the wildly successful "I want my MTV" communications campaign, MTV established itself as one of the icons of the modern era. MTV succeeded because it realized it wasn't in the television industry, the music industry or even the music video industry. Instead, MTV gave a voice and an outlet for a generation of young people to make their views and preferences known.


Key Thoughts

"Unless you know who you are, there is no way you will ever be able to come up with a Creative Business Idea. It is impossible to arrive at such an idea without first understanding the fundamental essence of the brand and the business in which you operate. Whether you get there on your own or partner with an agency that can think creatively about your business does not matter. What counts is that you get there. Because once you understand the business you're really in, you have the potential to transform your brand, your company, and maybe even your industry."

—Bob Schmetterer





“创意商机”的运作方法　
英文



主要观念

要发想出正确的“创意商机”诚属困难，但执行起来更非易事。然而，若能记住下面三个基本观念，那么你就没走错方向：


	了解“伟大点子”开花结果的过程。

	不论做什么，都要添加娱乐价值。

	放下对广告的痴迷，思考解决之道。



总而言之，要睿智地建构并按部就班地执行自己的创意思考。创意虽非万灵丹，却是宝贵的资产，是需要好好地管理、经营，及执行、运用。

支持概念

建议1　了解“伟大点子”开花结果的过程

要找出真正有价值的“创意商机”，需要思考大跃进，但这并不意味找不出成形的过程。各企业可采取下列步骤，加强开发及执行“创意商机”的能力：
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	结合优秀团队——成员能因各种思考形态、个性和技巧，达到适当的平衡。要打造优秀团队，需要来自合作伙伴的成员，也需要有时间参与的高阶领导人，和一些具创意思考的成员。要找到适当成员展开“创意商机”计划，的确是种挑战，但这只不过是挑战的开端而已。

	准备一间战情室——让所有与计划相关的信息全都汇集在此。全体成员想到的点子全都可在这里提出来，战情室的墙上可挂上各种信息、想法、消费者评论、数据、竞争对手分析、市场趋势、产业动态、追踪研究及其他相关信息。战情室主要的目的，是要让创意团队成员能在同一时间、同一地点获得相同信息，发想出更好的点子，战情室应该是把信息孵育为市场愿景的地点。

	所有成员都有相同的策略工具箱——作为创意发想的架构。这个工具箱要简单、合乎逻辑及按部就班：
	了解品牌和公司的消费者。

	确认品牌目前所处状况。

	辨识必须考虑的关键因素。

	和其他创意小组成员合作，构思“创意商机”。

	评估发展计划是否成功。





	准备接受错误——创意很少能一路通行，顺利无阻。你很可能在路上就走进死胡同里，但千万别气馁，要视这些难关为过程中的必要转折点。

	重新安排办公室，以配合“创意商机”团队——比如敲掉几道墙，让大家可沟通更无障碍。因为员工工作环境对组织的活动影响重大。

	信任员工——相信员工能想出伟大的“创意商机”。特别是相信大家会一起为共同目标打拼。尊重每个人的贡献，让先前的成功成为未来的成功基石。
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要培养对味的“创意商机”，你得先找到一群各有不同工作技巧的成员，这群人可在战情室里齐心合作，而战情室就是汇集所有信息，让人人都能了解现况的空间。打造创意商机的过程就在战情室进行。

员工应该如何面对“创意商机”的发想任务？关键在于让他们专注在前述五项简单准则上。“创意商机”或许不能马上出现，但这些准则至少能让创意思考过程更有纪律、更条理分明。


关键思维

“突破性的创意思考并非灵光一现，接着神奇地想出商业策略计划，创意思考过程需要团队合作和按部就班地进行，及全心全意的投入，相信伟大的点子终会开花结果。这并非一般公司可凭借己力自行达成的。”

——施梅特

“要想出突破性的创意商机，最好的办法就是和创意策略伙伴合作，让它把创意思考带进公司，协助你跃进。就我的观点，你的最佳伙伴就是广告公司。为什么？很简单，哪里还有比广告业拥有更多创意人的产业？老天爷！一半的广告人领薪酬，就是因着他们的创意点子。”

——施梅特



建议2　不论做什么，都要添加娱乐价值

娱乐已成为21世纪人们的生活核心。如今消费者选择来往的超市、银行、航空公司和餐厅，最主要的标准就在于它们的娱乐价值，而非产品或服务的质量。多数专家都认为未来这股趋势会愈趋热烈，而不会消退，消费者对所购买的商品及购买场合会愈来愈挑剔。

了解这样趋势后，每家公司都该把自己想成是置身娱乐业，或者该说，在每项产品和服务中注入更多的娱乐成分，是很有生意头脑的做法，尤其对于需要加强产品娱乐价值的“创意商机”，更是特别有用。

要怎么着手添加娱乐价值呢？


	别老想着产品或服务，而要想想“品牌经验”——并清楚了解自己究竟提供了什么给顾客，这和思考自己究竟置身什么行业是一样的。

	思考该怎么加强顾客对你的品牌经验——提供前所未有的娱乐成分。

	邀请几个孩子到董事会会议来，听听他们的意见——由孩子们的想法中了解要如何使你的品牌经验更有趣，因为没人比孩子更能享受趣味。

	把顾客当成品牌经验中的伙伴——鼓励顾客提出加强产品或服务的点子。也可设个网站，让顾客把意见传给你。

	眼光放远——除了现有客层外，想想该如何吸引其他新客群。记住，顾客每天都接收成千上万的讯息，因此你该试试真正有意思的娱乐方法，使你脱颖而出。

	多读点书——由书中找出在其他国家或产业的成功点子，试试把这些观念应用在自己产业上。比如有家瑞典油漆公司曾拍摄一系列10个半小时的节目，介绍室内装潢最新流行趋势。由于节目非常有趣，结果被电视网采用，最后这个节目成为该电视网史上收视率第二高的节目，也为油漆公司带进大笔生意。




关键思维

“娱乐是我们这个时代的世界语言，全世界畅行无阻的语言，充满磁力，而且往往比产品本身还更吸引人。这对广告和营销必然会产生极大的冲击，影响我们融合智慧和神奇的方式，影响我们创造和塑造品牌经验的做法。在未来，如果没有先开发创意点子的娱乐价值，并且把它融入品牌经验之中，恐怕根本不可能执行创意点子。我们置身的是娱乐业，而我们的第一要务就是要结合娱乐和点子。”

——施梅特



建议3　思考解决之道，而非广告点子

许多公司并非靠大众传播媒体建立品牌，比如：


	由安妮塔·罗迪克创设的美体小铺是全球知名品牌。该公司不做广告，其商业策略是以各种运动为核心，尤其是社会和环保运动。顾客之所以认同这个品牌，是因为他们觉得自己抱持了相同的价值观。

	帅奇表的商业策略是把手表和个性结合在一起，把手表当时尚饰品。因此帅奇表很快就成为史上最畅销的名表。

	吉百利巧克力公司创设了一座主题乐园，让游客能由园中了解巧克力和公司的历史。1993和96年间，每年都有50万余名游客入园参观。

	一家阿根廷房地产开发公司编列了400万美元的预算，要为布宜诺斯艾利斯河边新案做广告。这个新案子位于普托马德罗古迹区旁，远离闹区。合作的广告公司说，这笔经费若用来刊登广告，就等于白花了，广告代理商和房地产公司一起想出了“创意商机”，决定建造行人路桥，让行人能由闹区直接走到新开发区来。接着他们又认为，光是普通的陆桥还不够，而希望能打造布宜诺斯艾利斯的地标，让大家耳目一新，因此请了世界级的建筑师为他们设计了一流的作品。结果光凭建造陆桥，就让市民瞩目，这家房地产开发公司所获得的效果远比作广告还好得多。



这里的关键是，广告并不像某些人以为的那样了不起。如果想出的创意商机，能成为共有问题的解决之道，那么可获得到更多的认可，远比光凭广告更能打响名声。


关键思维

“当面对难以克服的难关，且资源有限时，你的脑子和想象力，简言之，就是你的创造力，就成为最宝贵的资产。曾有人问山缪·贝克特（英京剧作家，1906—1989），为什么伟大的英语作家都是爱尔兰人，贝克特答道：‘孤注一掷时，只能唱歌了’。”

——施梅特

“为什么21世纪的广告没有再辟新的财源？一个世代以前，电视创造了广告和广告代理商的新架构，也为彼此创造绝佳机会。广告代理商可以只靠一支精彩绝伦的广告就享誉社会，有两支精彩广告就能跻身伟大广告代理商之林，有三支精彩广告就永垂不朽。我们这些曾引领当代风华的人，总怀念那时广告清楚和单纯的目的。或许这就是为什么在互动媒体盛行的今天，我们依然只奖励、酬报电视上的创意。讽刺的是，我们都知道电视网是逐渐走下坡的媒体。是的，这是广告的末日，却是新事物的开端，而这个新事物远比以往更精彩、更有收获。这是个机会，让我们开始以创意想法去思考更大更广的商业议题，同时在过程中重新为商业下定义。”

——施梅特





The Mechanics of Creative Business Ideas　
中文



Main Idea

As difficult as developing the right Creative Business Idea can be, executing one can be equally daunting. However, you're on the right track if you keep in mind three basic concepts:


	Understand the process by which great ideas come to fruition.

	Build an entertainment factor into all you do.

	Put aside your obsession with advertising and think solutions.



In all, structure your creative thinking and apply it intelligently. Creativity is not a license to play but a valuable asset that needs to be channeled, harnessed and applied effectively.

Supporting Ideas

Suggestion # 1 Understand the process

Actually building a worthwhile CBI requires a creative leap in thinking, but that does not mean the process cannot be structured. There are several actions a company can take to enhance its ability to develop and execute good CBIs:
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	Form a good team—of people who will bring to the task the right balance of thinking styles, personalities and skill sets. You'll need some people from each of the partners in the collaboration. You'll also senior business leaders who have the time to participate. And, you'll need to mix in a blend of creative thinkers. Getting the right team together to kick off the project may be a real challenge, but it won't be your last.

	Build a war room—where all the common knowledge about the project can come together in one place. Here, what you discover as a group can be captured. Cover the walls of your war room with information, insights, consumer comments, data, competitor analyses, market trends, industry dynamics, tracking studies and any other kind of relevant material. The idea is to expose everyone on the team to the same information at the same time in the same place so as to generate better thinking. A war room should be where information morphs into market insights.

	Give everyone the same strategic toolbox—to serve as a framework for their creative ideas. The toolbox is simple, logical and sequential:
	Learn all about the brand and the company's consumers.

	Determine where the brand currently lives.

	Identify the key factors which must be allowed for.

	Collaborate with other team members on a CBI.

	Evaluate the success of the development program.





	Be prepared to make some mistakes along the way—since creativity rarely flows smoothly. Instead, you may end up at some dead ends along the way. Don't get discouraged. View those wrong turns as all part of the process.

	Set up your office to align with the CBI—perhaps by knocking down a few walls and making it possible for people to work together more. The physical environment of where you work has a significant impact on the activities of your organization.

	Trust your people—that they will be able to come up with some great CBIs. Specifically, trust that everyone is working towards a common goal. Respect what each person contributes. Let previous successes lay the foundation for ever great success in the future.
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To develop the right CBI, you'll need to bring together a team of people with a good blend of skills. They work out of a war room—a physical room where all the pertinent information is housed and made accessible to everyone. It's in the war room the idea building process will take place.

How should people approach their CBI development tasks? The key is to keep people focused by using these five simple guidelines. This may not be rocket science, but it is an effective way to inject a little discipline and structure into the creative thinking process.


Key Thoughts

"Breakthrough creative thinking is not simply a matter of having a spark of inspiration that miraculously works its way into a business plan. It requires teamwork and a process—and a total commitment to seeing great ideas come to fruition. And that's not something the average company can achieve on its own."

—Bob Schmetterer

"To wind up with breakthrough CBIs, your best bet is to take on a strategic creative partner that can bring creative thinking to your business—that can help you make the leap. And from where I sit, your best bet is to partner with an agency. Why? It's simple: No other industry is so densely populated with creative people. Hell, half of them are paid just for coming up with creative ideas."

—Bob Schmetterer



Suggestion # 2 Build in an entertainment factor

In the twenty-first century, entertainment has become placed firmly at the center of most people's lives. Consumers now choose their supermarkets, banks, airlines and restaurants predominantly on the basis of their entertainment value rather than the quality of their product or service. Most experts agree this trend will increase rather than decrease in the future as consumers become more and more choosy about what and where they buy.

With that trend in mind, every company should consider itself to be in the entertainment business. Or, put another way, it now makes good business sense to actively try and inject more entertainment elements into every product or service. This is especially true for CBIs which must go out of their way to enhance the entertainment value of what they offer.

How do you actually achieve that?


	Never think product or service but think brand experience—and clearly understand precisely what you're delivering to your customer. This is not unlike thinking about what industry you're actually in.

	Consider how you might enhance your brand experience—by offering supplementary entertainment elements which were never before considered.

	Invite some kids into your boardroom—and actually take notice of their ideas about how you can make your brand experience more fun. Nobody knows more about having fun than a kid.

	Treat your customers as partners in the brand experience—and encourage them to suggest ways to enhance your product or service. You may even try setting up a Web site where they can send in their ideas.

	Think beyond your current customer base—and find ways you can pitch your offerings to new groups of consumers. Remember, customers are already bombarded with thousands of messages every day, so try something fun and genuinely entertaining. That will make you stand out from everyone else.

	Read a bit—and look for ideas that have worked in other countries or other industries. Try and adapt those concepts to your specific circumstances. For example, a Swedish paint company produced a series of 10 half-hour TV shows which introduced people to the latest fashion trends in home decorating. Because the shows were so much fun and entertaining, they were picked up and aired by a TV network. This show eventually ended up being the second-highest-rating program in the history of the network. It also generated huge amounts of business for Swedish paint stores.




Key Thoughts

"Entertainment is the Esperanto of our age, a universal language that draws people in almost hypnotically, a powerful magnetic force that, in many cases, serves as a bigger draw than the products themselves. This is going to have a huge impact on advertising and marketing in general. It will influence how we meld wisdom and wonder and magic; how we create and craft the brand experience. In the future, I can't imagine that any creative idea will be executed until the entertainment value has been explored—and embedded in the brand experience. We are now in the entertainment business. Full tilt. And our imperative is to connect entertainment with ideas."

—Bob Schmetterer



Suggestion # 3 Think solutions, not advertising ideas

Many successful companies are building their brands without using the mass media. For example:


	The Body Shop, founded by Anita Roddick, is a global brand. The company does not advertise. Its entire business strategy is centered on activism, specifically for social and environmental causes. Customers connect with the brand because they feel it shares their same values.

	Swatch's business strategy was simply to imbue watches with personality, turning them into fashion items. As a result, Swatch has quickly become one of the best-selling watches in history.

	Cadbury built a theme park that takes visitors on a journey through the history of chocolate and the company. Between 1993 and 1996, more than half a million visitors went through this theme park every year.

	An Argentinian real estate developer budgeted $ 4 million to advertise to create awareness of a new riverfront real estate development in Buenos Aires. The complex was located in a historic area of the city known as Puerto Madero, well away from the downtown area. He went to an advertising company who suggested that money would be wasted. Instead, the advertising agency and the developer came up with an original CBI. They decided to build a passenger footbridge which would literally take people from the central business district to the new development. But they decided they didn't just want any bridge—they wanted to create something impressive that would become a city landmark for Buenos Aires. Therefore, they went to a world-class architect who developed a bridge that was a stunning work of architecture. The construction of the bridge generated far more attention and awareness of the real estate development than would have been generated by advertising.



The key here is advertising is not as indispensable as some people would have you believe. You'll actually achieve more fame and recognition if you develop a CBI that provides a solution to a problem people have than if you try and advertise your way to fame.


Key Thoughts

"When you have limited resources or face seemingly overwhelming obstacles, your brains and imagination—in short, your creativity—become your greatest asset. Samuel Beckett was once asked why so many of the greatest writers in the English language were Irish. His response: 'When you are in the last ditch, all you can do is sing."

—Bob Schmetterer

"Why is there no new twenty-first century bonanza for advertising? A generation ago, television created a new structure for advertising and for advertising agencies. It also created great opportunity. An advertising agency could make its creative reputation on one brilliant commercial, become a great agency with two and become immortal with three. And those of us who were part of that time often miss its clarity and simplicity of purpose. Perhaps that is why—despite the rise of interactivity and media convergence—we still mostly award, and reward, creativity only as it is seen on television. The irony is that we all know that network TV is a medium in decline. Yes, it's the end of advertising. But it's the beginning of something new and something far more exciting and rewarding. It's the beginning of the opportunity to think creatively across larger and larger business issues—and to redefine business in the process."

—Bob Schmetterer





行动10步骤　
英文



主要观念

发想并执行“创意商机”，是需要真正的勇气和开放的心胸。然而可喜的是报偿却是影响深远的。不过也请务必三思而行，同时也别忘了让创意真正地跃动起来。

支持概念

在准备发想“创意商机”前，先采取这行动10步骤：


	向广告说再见——集中心力发想“创意商机”，而不是老想着有新的广告点子出现。以“创意商机”而非广告为推动公司向前进步的动力。

	在董事会的会议中要求大家都要运用创意思考——除非高阶领导人参与计划，否则不可能发挥任何效果。公司如果要想出有价值的“创意商机”，就务必要在每个阶层都推行创意思考。

	选择对味的创意思考伙伴——找到可和公司相辅相成的伙伴。公司需要的是对味的创意策略伙伴，帮助公司平衡左、右脑的思考。慎选创意思考伙伴。

	不只注意消费者本身，也必须了解公司的DNA。最好的“创意商机”，总是在对这两者都能充分的了解后才会发生。尽可能让真正的“创意商机”浮上台面。

	创造能让团队参与者尽情发挥的环境——组织架构必须扁平，无官僚阶级之分。和其他员工共享的信息愈多，愈能包容错误愈好。别忘了，办公环境就是企业文化的象征，推倒高墙，让大家都能积极参与创意思考，而非把创意思考当成高阶主管的职责。

	消除公司内划地自限的习性——因为这会限制创意思考。若你够大胆，甚至可针对当今市场需要，创造新的商业模式。让每个员工都有共同的目标、为自己的盈亏责任，不要阻碍他们。尽力让人人都能创意思考。

	要有娱乐价值——因为我们全都置身娱乐业中。纵使有很棒的产品和精彩的沟通方式，特别是想常保竞争力的话，仍需要添加高度娱乐价值的品牌经验，否则顾客就会离去。因为现在是多媒体商业纪元，所以打从一开始，你的所作所为，都必须含有娱乐的元素。你所提供的娱乐成分常常比产品本身吸引更多的消费者。

	“创意商机”并非只是一次性的活动，需要长期参与——因此该把公司和广告公司的合作关系当成是一段婚姻关系，而非约会的对象而已。唯有加强团队合作和纪律，才可能产生好的“创意商机”。除非大家认真承诺长期合作，否则就不要开始。

	对一切抱持开放态度——一旦有台面下的议程，就不可能会有多大的成果。不要藏有任何秘密，让你的伙伴参与每一个秘密，了解所有隐情，那是你得到“创意商机”唯一的方法。

	要求创意思考——而不是只把焦点放在广告点子或独特的销售主张上。当获得真正的创意点子后，也应给予适当的奖励和报酬。




关键思维

“勇气是恐惧之敌。什么能带给我们勇气，尤其是在当今这种不确定的骇人时代？在奋力一跃前，总有个地方要做最后的确认，那就是自己的内心。我指的并不是探索灵魂深处，而只是检讨自己有没有热忱。”

——施梅特

“不论在哪个阶层，创意商机都需要勇气。你必须要有培养、提出、正视‘创意商机’，并为其而战的勇气。甚至就连接纳‘创意商机’这样的观念都需要勇气。也就是说，你必须乐于接纳创意思考、乐于在企业策略中应用创意思考。或者，你必须要有勇气作出创意的一跃，以从未想过的方式，改变企业。然而讽刺的是，就在最迫切需要把创意思考带进企业里的时候，反而最难鼓起勇气。”

——施梅特

“顶尖创意商机的特征是，能以新方式、新观点，反射出品牌精髓，并延伸至新领域。”

——芝加哥灵智广告　丹尼斯·葛兰农

“我们作的不只是广告、营销或传播，而是创意，是创意远景、创意领导力，以及培养企业新机会的创意点子。但在不确定的时代要怎么做才能发挥效果，就是透过勇气。不只是为善的勇气，更是立志成为伟大企业的勇气。”

——施梅特

“创意商机是个不断演进的观念，如何把点子告诉媒体则要回归到传播的基本要素。事实上，回顾早期广告业，我们就会发现，比起现今讲求精心设计并透过更复杂媒体传播的广告讯息，早期广告还更接近真实的创意商机。”

——纽约灵智公司　瑞奇·罗斯

“当今世上并不缺开发商业策略的高手，到处都有聪明绝顶的人才，构思开发精彩的商业策略。然而顶尖的策略思考和创意思考之间最大的区别，就在于是否为单一面向的直线思考。在商业世界，人们总把好的商业策略定义为是科学的、协议的、分析的、可计量的与估算的，而且愈能量化愈好。结果在发展这些商业策略时，是透过极其直线、逻辑的过程，由A发展到B，再转到C。这个过程中欠缺的就是‘跳跃’，让你由A发展到B，再一跃至M，甚至到Q的创意想法。这样的跳跃让你能达到原本可能永远也达不到的地方，也就是运用创意思考，构思商业策略，这是线性思考过程永远都办不到。在广告界，产生石破惊天大创意的传统方法，是一群充满创意的人聚在一起脑力激荡，直到想出绝妙的点子。这在从前还没那么多商品争取上架机会以吸引消费者时，这种做法或许还算有效，但如今广告业者非得想出广告本身之外所能提供的新点子，为客户的业务加值。这正是我们所谓的‘创意商机’。”

——施梅特





Ten Action Steps　
中文



Main Idea

Developing and then acting on Creative Business Ideas takes genuine courage and openness. Fortunately, however, the rewards for doing so can be impressive and far reaching. By all means look before you leap, but don't forget to actually make the creative leap.

Supporting Ideas

As you prepare your organization to develop a CBI, start by taking ten action steps:


	Say good-bye to advertising—and focus more on developing a Creative Business Idea rather than trying to come up with novel advertising ideas. Think CBI, not advertising as the way to move the company forward.

	Demand creative thinking in the boardroom—because unless the senior business leaders are part of the program, nothing will ever get done. Creative thinking must be encouraged at every level of the organization if a worthwhile CBI is to emerge.

	Choose the right creative thinking partner—someone whose strengths will complement your organization's own. What you'll need is the right creative strategic partner who will be able to help flesh out the ideas which emerge from your left-brain vs. right-brain thinking. Choose your partner well.

	Don't simply give the consumer your undivided attention but also understand the DNA of your organization. The very best CBIs always come from the space between where the consumer resides and knowing what business you're really in. Make it possible and feasible for genuinely Creative Business Ideas to come to the surface.

	Create an environment where the singers sing and the dancers dance—by having a flat, non hierarchal business structure. The more information you share with everyone and the greater your tolerance for mistakes, the better. Remember, your physical business space will embody your corporate culture. Tear down the walls so everyone becomes actively engaged rather than leaving the creative thinking up to the senior business leaders.

	Eliminate your internal fiefdoms—because they inhibit creative thinking. If you're bold enough, you may even be able to create a new business model that is more aligned with the demands of today's marketplace. Give everyone a common set of goals, responsibility for their own profit-and-loss statements and get out of their way. Make it possible for everyone to think creatively.

	Be entertaining—because we are all in the entertainment business. Even if you have a strong product and an excellent communication component, you still need to add a highly entertaining brand experience if you plan on being competitive. Otherwise, all your customers will go elsewhere. Entertainment elements need to be embedded into everything you do right from the outset. Remember, this is the multimedia business era. The entertainment element of what you offer will frequently be a much larger draw card than offering a superior product.

	CBIs are not one-time events but a long-term commitment—so approach a collaborative relationship with an advertising agency as a marriage rather than a date. A good CBI is only possible when you apply solid teamwork and discipline. Don't even get started down this path unless there is a serious commitment to working together long-term.

	Be open about everything—because you'll never be able to get much accomplished if there are hidden agendas. Don't have any secrets. Let your partners in on every secret and every skeleton in the closet. That's the only way you'll ever be able to come up with a sound CBI that makes good sense.

	Demand creative thinking—rather than focusing on advertising ideas or unique selling propositions. And when you get some genuinely creative ideas, reward that type of behavior appropriately.




Key Thoughts

"Courage is fear's enemy. What can make us courageous, especially in these fearful, uncertain times? Before you leap, there is one final place you should look: inside. And I'm not suggesting any deep, esoteric soul-searching. I'm talking about enthusiasm."

—Bob Schmetterer

"Creative Business Ideas, on every level, take courage. It takes courage to develop them, courage to propose them, courage to fight for them, and courage to see them through. It even takes courage to embrace the very concept of Creative Business Ideas. It means being open to creative thinking and being willing to apply it to business strategy. It means having the courage to make the creative leap and to transform your business in ways you never imagined. Yet the irony is that, even as the need to bring creative thinking to business has never been greater, the act of being courageous has never been more difficult."

—Bob Schmetterer

"One of the marks of a great CBI is its ability to refract the unerring soul of a brand in new ways and perspectives than enliven its current franchise and extend it to new franchises."

—Denis Glennon, Euro RSCG Tatham Partners, Chicago

"What we do isn't just about advertising, or marketing, or communications. It's about creativity. It's about creative insight, creative leadership, and creative ideas that foster new opportunities to build businesses. But how effectively we do that—especially during times of uncertainty and fear—is through courage. And not just the courage to be good, but the courage to be great."

—Bob Schmetterer

"While CBI is a progressive concept, in many ways putting the idea before the media is a return to the basics of communication. In fact, if we look back to the early days of advertising I think we'll find more true CBIs than in the eras when messages were skillfully crafted to work in more sophisticated mediums."

—Rich Roth, Euro RSCG MVBMS, New York

"Today's world is not lacking in people really good at developing business strategy. There are plenty of smart people out there—solid strategic thinkers, even brilliant ones, with smart mechanisms for evolving business. But the difference between great strategic thinking and great creative thinking is linearity. In the business world, we define a good business strategy as one that is scientific, consultative, analytical, quantifiable and measurable—the more measurable the better. And the way we develop those business strategies is through a very linear and logical process. A leads to B leads to C. What is lacking in the process is the 'leap': the creative idea that enables you to start at point A, move to B, and then leap all the way to M…or maybe even Q. The leap puts you in a place you might otherwise never have reached. It is all about using creative thought to build a business strategy in ways that never would have occurred to you if you had followed a linear thought process. In the advertising industry, the road to brilliance traditionally passed through a room in which a handful of creative people brain stormed until they came up with a 'great' campaign. That path may have worked in the early days of advertising, when products did not have to fight for shelf space—or our attention—but now agencies must come up with ideas that go beyond advertising to add value to the client's business. That's what we call Creative Business Ideas."

—Bob Schmetterer
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